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Common approaches to digital commerce architecture
Each approach to digital commerce infrastructure has merit.
However, some setups will fit your organization’s needs better than others. The correct architecture dictates future integration 
abilities, development paths, and customer experience. Failure to consider a higher-level architectural approach can lead to 
significant challenges;

 ĉ  Inability to adopt new business tools

 ĉ Slow to deploy marketing initiatives

 ĉ Stifled innovation and poor customer 
experience

 ĉ Increased costs of maintenance, software 
license fees, and support of multiple 
applications

 ĉ Disconnected data across various 
channels and business systems

To avoid these undesirable outcomes and make 
the best decisions for your organization, it is 
critical to understand and consider the different 
digital commerce architecture approaches 
before any development project starts.
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Commerce-led
This approach uses a simple, quick-to-market software-as-a-service 
(SaaS) commerce platform that anyone can add to their business. 
SaaS platforms can include a robust out-of-the-box feature set for 
selling simple products, but it is rarely an ideal approach for the 
complex requirements of B2B products and related services.

Suitable for small companies

ĉ  With minimal products and product variations

ĉ  With lower transaction and revenue numbers

ĉ  With limited or no IT/Development support 

ĉ  With easy order management processes

Limitations of a commerce-led architecture

ĉ  SaaS platforms restrict customization, and an organization must 
conform to the native capabilities of the platform, often sacrificing 
required business logic and the ideal customer experience.

ĉ  Content editing, if any, is simple and does not deliver when it 
comes to unique narrative-led buying experiences.

ĉ  Integrations with other platforms and back-office systems, such 
as order management, inventory, and customer management, 
are limited to the integrations available through the platform’s 
partner network.

 
We often find clients improperly using a 
commerce-led architecture. They build 
on top of the commerce platform they 
chose during the start-up phase. 

As they grow, they try to force their 
business model into a platform that 
won’t accommodate a full-fledged 
digital business.

Examples of commerce-led solution providers:
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Experience-led
A digital experience platform (DXP) and an experience-led approach allow 
more ownership and control over the interface and customer journey than 
a commerce-led approach. This architecture leverages a different platform 
or framework to control the customer experience, which integrates into a 
SaaS commerce platform. With increased flexibility, marketers can fulfill 
rich narrative-led experiences for complex products and services.

Suitable for SMB companies:

ĉ  Who want to differentiate their brand through personalized shopping 
experiences

ĉ  Who want to showcase products outside of a standard product page

ĉ  Who wants the power to develop a content-rich experience AND 
have an industry-standard checkout process

ĉ  Who want to sell across multiple channels and third party 
marketplaces

Limitations of an experience-led approach:

ĉ  The interface platform is usually monolithic. For example, you 
can only use the predetermined set of built-in applications for 
features and functions such as personalization, marketing, search 
functionality, etc.

ĉ  In some cases, there is built-in commerce functionality, including 
everything up until the checkout flow. But customization of those 
functions is limited.

 
Many companies want experience-led 
architecture but are trying to construct 
it onto a commerce platform (see 
commerce-led architecture).

Unfortunately, they are not built to 
manage the complexity of content 
delivery, multi-channel management, 
customer intelligence, and data 
connectivity.

Examples of experience-led solution providers:
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Modular, API-led
API stands for application programming interface and is the intermediary 
software that facilitates data sharing between systems. This approach 
allows companies to choose the best platforms for each business function 
and add or replace them as it makes sense without altering your customer 
experience. Most often used in a headless commerce setup.

Suitable for enterprise companies:

ĉ  With multiple business models (D2C, Broker/Wholesale, B2B) that 
all require unique digital commerce capabilities

ĉ  Who have a complex web of internal and external workflows that 
require several third-party integrations

ĉ  Who want the ability to manage the platforms they integrate with 
efficiently and without significant disruption to the business

ĉ  Who need to have complete control of their data and how it 
aggregates and disseminates. 

Limitations of an experience-led approach:

ĉ  Organizations can run into problems when their chosen platform 
does not provide a robust enough content management system to 
provide the unique branding experience and messaging they need.

ĉ  API-led is the most flexible approach to getting the business’s needs. 
It can also be the most complicated to build.

 
Companies large enough to have 
internal IT teams or agency support 
often use API-led architecture. It offers 
complete technological agility and 
freedom for innovative development.

It is not uncommon for companies 
to take an architecture approach that 
falls within the spectrum of API- and 
Experience-led.

Examples of API-led solution providers:
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Benefits of implementing the correct commerce architecture

Enhanced customer experience 
Develop personalized, narrative-driven customer journeys to drive purchases, increase brand 
loyalty, and maximize customer lifetime value.

Marketing freedom 
Reach your customers everywhere they are through synchronized sales & marketing strategies 
across social media, 3rd party marketplaces, in-store, events, and online.

Innovative & adaptable technology 
Stay at the forefront of your industry with the freedom to adopt or adapt new tools & software 
quickly and effectively.

Market flexibility 
Generate more revenue by leveraging your tech stack to foster new business models while 
maintaining stable growth.

Effective scalability  
Integrate your business systems for more robust workflow automation that increases efficiency 
and decreases manual processes. Minimizing growth in staff and resources while continuing to 
grow revenue will ultimately improve your bottom line.  
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Take our ideal architecture quiz  ĉ

Success in digital commerce requires the 
proper commerce architecture approach
After reading through the different approaches to digital commerce architecture and 
knowing how you are currently developing and implementing your digital strategies 
do you think you have the best architecture for the future of your digital business? 

Based on our experience, 80% of the companies we talk to use the wrong 
digital commerce architecture. Let’s find out if you’re one of them. 

We’ve developed a set of questions that will help you identify the type 
of architecture you should explore based on the complexity of your 
needs and the ideals of your desired customer experience. 

About us
Acro Media is a full-service digital commerce development agency solving complex ecommerce problems with open-
source platforms. Our composable solutions have empowered online leaders such as TELUS, USI Laminate, Cannabis 
Yukon, Eikon Device Inc, Hu-Friedy Group and more to reach their digital commerce goals.

Still have questions? Contact us     |     www.acromedia.com     |     877.763.8844     |     solutions@acromedia.com

https://www.acromedia.com/ideal-architecture-analysis
https://www.acromedia.com/contact-us
https://www.acromedia.com/

